Doc# OMA-REL-2008-0191-CR_ProcDoc_WorkStructure[image: image3.jpg]"sOMaQa

Open Mobile Alliance




Change Request

Doc# OMA-REL-2008-0191-CR_ProcDoc_WorkStructure
Change Request



Change Request

	Title:
	Changes to structure of work
	 FORMCHECKBOX 
 Public       FORMCHECKBOX 
 OMA Confidential

	To:
	Release Planning and Management Committee

	Doc to Change:
	OMA-ORG-Process-V1_6-20081125-D

	Submission Date:
	2 December 2088

	Classification:
	 FORMCHECKBOX 
 0: New Functionality
 FORMCHECKBOX 
 1: Major Change
 FORMCHECKBOX 
 2: Bug Fix
 FORMCHECKBOX 
 3: Clerical

	Source:
	Peter Arnby, Ericsson

	Replaces:
	n/a


1 Reason for Change

REL discussed document OMA-REL-2008-0180-INP_AHGs_vs_SWGs and the discussion is documented in OMA-REL-2008-0185-MINUTES_27Nov2008_CC. It was agreed to use document 0180 as the starting point for changes to the process document, but with the amendments noted in the minutes. 

In essence this proposal suggest that we consolidate the two concepts Sub-Working Group and Ad hoc Group into one type of group and combine the best aspects of the two models for this group type. A more light-weight version of today’s Sub-Working Groups, but with remaining ability to handle its own LSs and being allowed to make decisions not just through consensus, as is the case for today’s Ad hoc Groups. This, combined with allowing groups to continue to also use the portal to sub-divide their work without needing to call the areas Ad hoc Groups, but instead Work Areas should make the OMA process more aligned with today’s desired ways of working within the organisation.

2 Impact on Backward Compatibility

None.
3 Impact on Other Specifications

None known. If AHG is mentioned as a concept in any other organisational document, then that also needs to be updated.
4 Intellectual Property Rights

Members and their Affiliates (collectively, "Members") agree to use their reasonable endeavours to inform timely the Open Mobile Alliance of Essential IPR as they become aware that the Essential IPR is related to the prepared or published Specification.  This obligation does not imply an obligation on Members to conduct IPR searches.  This duty is contained in the Open Mobile Alliance application form to which each Member's attention is drawn.  Members shall submit to the General Manager of Operations of OMA the IPR Statement and the IPR Licensing Declaration.  These forms are available from OMA or online at the OMA website at www.openmobilealliance.org.

5 Recommendation

It is recommended that REL agrees the suggested changes. Inn addition, it is also recommended that after the next version of the process document has been approved that the Technical Plenary provides the following guidance to the Working Group officers:
· The working groups currently having Ad hoc Groups are given the choice to either convert these into Sub-Working Groups (in case the work is to be driven in dedicated sub-groups) or to Work Areas (in case the work is to be driven in the Working Group). “Work Area” would not be a term documented in the process document, but rather a term used on the portal to subdivide the work of working groups to make it easier to manage the material.
· Once current Ad hoc Groups have been agreed by the parent group to be converted into either Sub-Working Groups or Work Areas, DSO should update the portal accordingly.
· For those ad hoc groups converted into Sub-Working Groups, a motion should be taken in the parent group to endorse that the current conveners of the ad hoc groups should be allowed to continue as chairs of the new Sub-Working Groups. This would be done in a way similar to the vote of affirmation that is to take place when a chair or vice chair changes company affiliation. The term of office for the chairs or vice chairs would be reset so that they would serve a maximum of two years before needing to be re-elected.

· Existing sub-Working Groups with charters should not need to re-new these anymore, but care should be taken into making sure that the charter of their parent groups are covering their present work.
· The names of the ad-hoc groups converted into Sub-Working Groups should remain the same, unless there is clear motivation for why they need to be renamed, this to minimize the risk of confusion then the conversion occurs.

6 Detailed Change Proposal

Change 1:  Change to section 3.2

3.2 Definitions

	 
	 

	BoF Group
	An informal, short-lived group that may examine issues which are not covered or addressed within a formal group

	Committee
	A group chartered by the Technical Plenary to perform specific support tasks

	Consensus
	Consensus is the overwhelming support for a proposal, with no sustained objections from members

	Consistency Group
	The group coordinating the Consistency Reviews, not a new group, but a mapping to an existing group as needed by the Technical Plenary

	Group
	The Technical Plenary, Working Group, Sub-Working Group, Committee, or BoF Group.

	Liaison contact
	A person assigned on a per liaison relationship basis by the Technical Plenary responsible for the maintenance of that specific liaison relationship.  The liaison contact maintains a record of liaisons and coordinates, where necessary, with the routing of incoming liaisons between OMA and the liaison partner, as well as ensuring that responses are properly sent on a timely basis on receipt of incoming liaisons.  The liaison contact works with the group liaison contact as appropriate.

	Liaison coordinator
	A person assigned to manage general liaison activity in the Technical Plenary.  The liaison coordinator also acts as a backup for those liaison relationships which do not have an assigned liaison contact.  The liaison coordinator also supports initial liaising with organisations for which no formal liaison relationship has yet been established.

	Liaison group contact
	A person assigned in a group (e.g. Working Group or Sub-Working Group) responsible for supporting the liaison with a specific liaison partner.  Each group assigns as appropriate a group liaison contact to liase with the liaison partner.  The liaison group contact works with the liaison contact as appropriate. 

	Membership Rights
	Rights granted members, by member classification, as determined and published by the OMA Board of Directors.

	Officer
	An officer is a chair or vice-chair of a group

	Ratification
	The act of confirming or accepting (an agreement) by formal consent (decision making, i.e. consensus or voting)

	Sub-committee
	A committee chartered by a committee to perform specific technical work within the domain of the parent committee.

	Sub-Working Group
	A group chartered by a Working Group to perform specific technical work within the domain of the parent Working Group

	Technical Plenary
	The Technical Plenary is a chartered standing committee of the Board of Directors, and is delegated by the Board of Directors with responsibility for technical specification drafting activities, approval and maintenance of technical specifications, and resolution of technical issues

	Working Group
	A group chartered by the Technical Plenary to perform specific technical work


Change 2:  Changes to section 6.3
6.3 Group Types

The group types within the Technical Plenary comprise the Technical Plenary itself and groups subordinate to the Technical Plenary.  The Technical Plenary has five types of subordinate groups:

· Working Groups

· Sub-Working Groups

· Committees

· Birds of a Feather (BoF) Groups

Note:in addition to the above, Ad hoc Groups were previously used as an additional means to structure the work. By combining the best elements of Sub-Working  and Ad hoc groups, these two types of Groups were consolidated into one.
The Technical Plenary charter defines the scope of the Technical Plenary.  Unless stated otherwise, it is assumed to be the technical aspects of OMA’s work.  All activities conducted in the Technical Plenary and its subordinate groups SHALL be within this scope.
A group reporting to the Technical Plenary SHALL be chartered, or authorized in the case of the BoF, by the Technical Plenary to carry out tasks related to its assigned work.  The Technical Plenary may assign new work items to existing groups or may charter a group to carry out the work item.  The Working Groups, Committees and Birds of a Feather all report directly to the Technical Plenary.  Sub-working groups reports to the group which spawned them.
´
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Figure 2: Model of Group Hierarchy

The name of a group SHOULD reflect the domain of its charter within the Technical Plenary, see section 12 for more details on naming of permanent and internal documents relating to the domain.

6.3.1 Working Groups (WG)
Working Groups are chartered by Technical Plenary to handle one or more work items.  Each Working Group’s charter defines the objectives of the Working Group, its goals, scope, criteria for success, duration, expected types of deliverables, resource needs, coordination with other groups, meeting arrangements and who may participate.  Working Groups will normally be formed around a functional domain area, e.g. protocol, requirements, security, and the Working Group name and abbreviated form SHOULD reflect that domain (see section 12.2.1).  Working Groups report directly to the Technical Plenary.  Working Groups MAY produce normative or informative documents.  All permanent documents produced by the Working Group MUST be approved at the Technical Plenary level.  Working Groups SHALL handle liaison requests as defined in Section 10.2.  Working Groups MAY create Sub-Working Groups to help solve specific topics of interest in their functional domain area.

6.3.2 Committees of Technical Plenary (TP Committees)
Committees are chartered by Technical Plenary to handle one or more tasks on behalf of the Technical Plenary.  The committee name and abbreviated form (see section 12.2.1) SHOULD reflect the domain of the charter.  Committees MAY produce normative or informative documents, but SHALL NOT produce specifications.  The work of the Committees is not based on Work Items.  All permanent documents produced by the Committee MUST be approved at the Technical Plenary level.  Committees MAY handle liaison requests as defined in Section 10.2 of the process document.

6.3.3 Sub-Working Groups (SWG) and Sub-Committees

Working Groups MAY create one or more sub-working groups to help solve specific topics of interest in their charter.  In all cases, these Sub-Working Groups MUST observe the same charter, rules of conduct and due process as the parent Working Group. The Sub-Working Group name and abbreviated form (see section 12.2.1) SHOULD reflect the work it is responsible for carrying out.  A Sub-Working Group does not require a charter to carry out its work, as it is bound by the charter of its parent Working Group, as well as the scope of the Work Items that are assigned to the Sub-Working Group. A Sub-Working Group submits all its work to its parent group for agreement. The structure and organization of Sub-Working Groups is at the discretion of the parent Working Group, as is the management of Sub-Working Group chair appointments.  Sub-Working Group MAY produce normative or informative documents.  All permanent documents produced by Sub-Working Group MAY be agreed by the Sub-Working Group, but MUST be passed to the parent Working Group for decision-making.    Sub-Working Groups MAY process liaison requests and responses as defined in Section 10.2.  Sub-Working Groups CANNOT create Sub-Working Groups under them.

Where sub-committees are formed by committees the processes applied SHALL be those that apply to Sub-Working Groups in this section.

6.3.4 Informal Groups

Informal groups may be set up by the Technical Plenary, Working Group or Committee to address specific issues. One type of informal groups is currently defined

6.3.4.1 Birds of a Feather (BoF)

Birds of a Feather (BoF) Groups serve as a forum for a presentation, discussion or exploration of topics with limited scope (e.g. discussion of a pertinent issue for OMA, potential new areas of work, including and especially socialization of new work items, etc.).  A BoF MAY be physical (i.e. one or more meetings) and/or virtual (i.e. email, conference calls, etc.). BoFs are informal groups and are not chartered.  The BoF Group name and abbreviated form (see section 12.2.1) SHOULD reflect the domain of the work.

BoFs SHALL NOT produce normative documents but MAY produce informative documents for subsequent internal referencing.  The outcome of a BoF MAY be one of the following:

· There was enough interest and focus on the subject; therefore, the BoF MAY make a recommendation to further work on the subject by creating WIs.

· The discussion came to a fruitful conclusion, with results to be written down and published as an informative document / report; however there is no need to proceed with the BoF further.  There was not enough interest on the subject; therefore, the BoF MAY recommend its own closure.

The outcome of the BoF MUST be documented as an informational (status) report under Technical Plenary.  Any informative internal documents produced SHALL be retained for archival and internal referencing purposes.  Any recommendations and actions resulting from the report MUST be proposed to the Technical Plenary for decision-making.

Members, separately from the BoF, MAY also propose actions such as WIs or Input Documents to the Technical Plenary or other groups as a result of the BoF.
BoFs CANNOT process liaison requests and responses as defined in Section 10.2.
Before a BoF may be held a request MUST be made to the Technical Plenary.  The request and approval process is as follows:

i) The proposer(s) generate a request to hold a BoF that MUST include, at a minimum:

· a brief synopsis of the subject to be discussed

· its scope

· the outputs expected to be produced, especially if the Technical Plenary is expected to be asked to approve such outputs
· the expected lifespan

· the need for utilization of OMA resources – virtual (e.g. mailing lists, conf. call lines) and/or physical (e.g. meeting room usage)

· contact information (i.e. the proponent and proposed initial convener)

· a proposed name including the abbreviated form.

ii) The proponent(s) MUST send the request to the Technical Plenary Officers directly in the first instance. 

iii) Upon receiving the request the Technical Plenary Officers MUST review the request for immediate issues of any missing information required defined in i), and, if necessary, work with the proponent(s) to refine of the proposal accordingly. Specifically: 

· the TP Officers MUST work with the submitters where there is doubt over the scope of the proposed BoF being consistent with the scope of the TP.  Until this is resolved the establishment of the BoF MUST NOT be progressed further.

· the TP Officers SHOULD work with the submitters where there is concern that the scope of the proposed BoF overlaps to any extent with an existing activity within TP to ensure the proposed BoF's scope is clearly articulated in any proposal that is subsequently presented to TP in order to mitigate adverse comments with respect to the scope 

iv) The resulting request MUST be presented to the Technical Plenary for a review and comment period.  The review and comment period allows comments to be made and be visible to the membership, as in the review and approval process, but does not allow formal objection.

v) Following the review and comment period, the Technical Plenary Officers SHALL guide the BoF proposal through the subsequent steps of the process, including providing suggestions of further socialization as required.  Where warranted by comments to the BoF proposal, the TP Officers will work with the BoF proposers on a rewording of the BoF proposal.

· The BoF is granted if there were no comments warranting change to the proposed BoF.

· The BoF is granted with the reduced scope if the comments warrant such a reduction and the proposers agree.

· The BoF is granted with the proposed or reduced scope if there were comments regarding the scope overlap with existing work and the WG responsible for the existing work does not object and the proposers are agreeable with the reduced scope.  To facilitate this, the proposers may wish to socialize the BoF with the affected WG.

· Where the BoF is not granted through one of the above, the BoF proposers are encouraged to take the proposal to the affected work group. Alternatively the proposers may resubmit an updated proposal to the Technical Plenary using the normal decision making process.





· 
· 
· 
· 
· 

 
6.3.5 Rules of Engagement Summarized
	
	WG
	SWG
	TP Committees
	BoFs
	

	Terse Definition
	Handles a functional Domain Area in OMA
	Handles a clear defined work area under the WG’s Functional Domain Area
	Assists TP in specific tasks
	A group of members to explore a specific area of interest inside OMA
	

	Reports to
	TP
	WG
	TP
	TP
	

	Charter
	YES; Approved at TP
	NO; bound by the parent group’s charter and the scope of its Work Items
	YES; Approved at TP
	NO
	

	Lifespan
	As indicated in the charter
	As decided by Parent Group
	As indicated in the charter
	Indicative start date and end result/date at the time of creation
	

	Officers
	Chair / Vice Chair(s); Election to be conducted by the TP
	Chair / Vice Chair(s); Election to be conducted by the WG 
	Chair / Vice Chair(s); Election to be conducted by the TP
	Initial Convener may be requestor, TP may assign a convener for the BoF's subsequent activities
	

	Documents
	MAY create normative or informative documents 
	MAY create normative or informative documents
	MAY create normative or informative documents (no specifications)
	SHALL create informative documents only
	

	External Liaison
	Yes; Bound by liaison process
	Yes; Bound by liaison process via its parent WG
	Yes; Bound by liaison process
	No
	

	Group Type
	Formal Group
	Formal Group
	Formal Group
	Informal Group
	


Change 3:  Changes to section 9.2.1
9.2 Election and Dismissal of Officers

9.2.1 Notification Periods

Appropriate notice shall be issued in advance for all officer elections and removals.

A Notice Period of at least 14 days shall be given for all elections and removal of officers.  A Notice Period is the time during which a candidate for an officer position may announce his/her candidature for an office position which has been announced.

After the close of the Notice Period, a 7 day Consultation Period shall take place before the start of the election.  A Consultation Period is the time between the end of candidature nomination, and the start of the actual voting, allowing members to consider the candidates that have been nominated.

The election of chairs and vice-chairs for a group SHALL NOT be conducted concurrently, i.e., no overlapping of election of chairs and vice-chairs for a single group.  When a group is in need of both chair and vice-chair(s), the election of the chair SHALL be conducted first followed by the election for the vice-chair(s).

It is recommended that the groups under TP coordinate the cadencing (i.e., a periodic frequency) for elections.  It is strongly RECOMMENDED that groups under TP synchronize the cadence of any such elections (e.g. all elections for WG chairs, vice-chairs and sub-working group chairs, vice-chairs will be held twice a year, one during March and the other during October, etc.) to ensure transparency and visibility to group members.  If the officer positions become vacant and/or not filled between the cadence periods, it is RECOMMENDED that the parent group appoint an interim officer.

9.2.2 Elections of Officers

9.2.2.1 Types and Numbers of Officers

9.2.2.1.1 Formal Groups

A chair, and as many vice chair(s) as needed, shall be elected by the members. Elections of Sub-Working Group/Sub-Committee chair and vice chair(s) is done in a more light-weight manner than for Working Groups and Committees.
Candidates for the offices of chair or vice-chair shall be elected on the basis of their suitability and capability for the office, and not for the member they are employed by.  Once elected, the chair or vice-chairs shall perform his/her duties of office to the best of his/her abilities.

An interim chair shall be appointed to convene the first meeting of a group by the parent group, and the interim vice chairs shall be appointed by the group itself.  The initial election for the interim chair and vice-chairs shall take place within the first two face-to-face meetings of the group, and SHOULD take place at the group’s first face-to-face meeting unless otherwise agreed (note: the face-to-face meetings are considered to be at OMA plenary meetings, the first two face-to-face meetings being considered consecutive OMA plenary meetings, anything longer shall be agreed beforehand by the parent group).

The formal election of the chair and vice chairs of the group SHALL begin when the parent group approves the group’s initial charter, or in the case of a Sub-Working Group at the latest 3 months after the creation of the group,  thereafter as defined in section 9.2.2.4 “Term of Office”.  The process used to elect the chairs and vice-chairs SHALL be that defined in section 9.2. “Election and Dismissal of Officers”.

9.2.2.1.2 Informal Groups

For any short-lived informal groups (e.g. BoFs) which may be created by a group, a convener shall be recognised by the convening group.  A formal nomination or election process is not required for such groups.

9.2.2.2 Member Ability to Vote

The chair and vice-chair(s) shall be elected by the members subject to their Membership Rights.

9.2.2.3 Ballot Process

A candidate for chair or vice-chair election shall provide a letter of support from the member that he/she is employed by. The letter of support from the candidate’s member shall state patronage for the candidate’s nomination, and identify that the candidate shall allocate the necessary time and resources to properly execute the officer position. As an exception, a letter of support SHALL NOT be required for candidates for chair or vice chair positions of Sub-Working Groups.
In the case where there is only a single candidate nominated a ballot is not necessary.  The parent group chair SHALL simply declare the candidate as the winner.

In the case where there are multiple candidates for chair, a secret ballot shall be used.  If no candidate has obtained greater than 50% of the votes cast to be elected, a further ballot shall be held, in which the candidate with the highest vote is elected.  Abstentions or failure to submit a vote shall not be included in determining the number of votes cast.

In the case where there are multiple candidates for vice-chair, a secret ballot shall be used.  The candidates with the highest number of votes shall be elected for the available vice-chair positions.

The parent group chair shall be responsible for the voting process and shall ensure that confidentiality is maintained, except for the initial Technical Plenary Chair.  In this election, the interim Technical Plenary chair, or appointed member of the Board of Directors, shall oversee the election.

The Technical Plenary chair and vice-chairs election results shall be notified to the Board of Directors, which ratifies the election results.  For all other groups the parent group shall be notified, which ratifies the election results, and the Board of Directors shall be informed.

9.2.2.3.1 Resolution of Ties During Voting

If there is a tie in votes during the voting process, the parent group SHALL announce the tie in results and provide a 7 day consultation period.  During the consultation period candidates can reconsider their positions and MAY re-announce their intentions to run for the office.  At the end of the consultation period, the parent group SHALL hold a ballot process, in which the candidate with the highest number of votes is elected.  If the tie persists, this step SHALL be repeated till the tie is resolved.

9.2.2.4 Term of Office

The chair and vice-chair(s) shall be appointed for a two year term of office. The life time for the group may be shorter than two years, in which case the term will end when the parent group decides to close the group. Regular elections shall be held every two years, or when the office becomes vacant, whichever is the sooner.  The chair and vice-chair(s) may be appointed for consecutive terms.

9.2.2.5 Change in an Elected Officer’s Company Affiliation

If an elected officer has any change in his/her company affiliation, the following process SHALL be followed:

9.2.2.5.1 Requirement to Give Notice

Upon a change in an elected officer’s OMA company affiliation, the officer SHALL immediately notify the change to the officers of the parent group stating clearly the situation, including a statement of whether the officer wishes to continue in the elected office if possible, and the process described in 9.2.2.5.3 below SHALL be followed.

9.2.2.5.2 Questioning in Confidence

If, in the opinion of some other member of OMA which is entitled by membership class to vote on the office in question, such a change has occurred but notification has not been given, such member MAY raise the question in confidence with the officers of the parent group, who SHALL promptly and confidentially investigate whether reasonable cause may exist to believe such a change has taken place.  The identity of the member raising the any such question SHALL be treated as confidential and SHALL NOT be disclosed.

If, in the sole determination of the officers of the parent group, a change in company affiliation may have taken place, the officers SHALL in confidence notify the affected officer and request a timely explanation of the situation, the deadline for reply being clearly stated and in no case less than seven days after the inquiry.  If an explanation is not timely received, or if, in the sole determination of the officers of the parent group based on the explanation and such other information of which they may become aware, a change in company affiliation has occurred, the change SHALL be deemed to have occurred for the purposes of the OMA process, and the process described in 9.2.2.5.3 below SHALL be followed.

9.2.2.5.3 Procedure Following Notice

If the elected officer has become unemployed, or if the elected officer has become affiliated with a company that is not a member of OMA, or if the officer is not willing, or fails to confirm his or her willingness to an officer of the parent group in a timely fashion, to continue in the elected role if possible, the officer SHALL be deemed to have resigned forthwith, and the process described in 9.2.2.5.5 below SHALL be followed.

The permissions to be an officer of a group are determined by the Membership Class Rights.  If the officer’s new OMA company affiliation is with a member of a membership class not permitted for the officer role in question, the officer SHALL be deemed to have resigned forthwith, and the process described in 9.2.2.5.5 below SHALL be followed.

Otherwise, the officers of the parent group shall seek a letter of support for the continuation of the officer’s elected office from the officer’s new OMA member company.  If such letter is not timely forthcoming, or if the member communicates that it does not intend to support the continuation of the officer’s officer-ship, the officer SHALL be deemed to have resigned forthwith and the process described in 9.2.2.5.5 below SHALL be followed.

Otherwise, the process described in 9.2.2.5.4 below SHALL be followed.

9.2.2.5.4 Vote of Affirmation

A confidential ballot SHALL be taken in the affected group on the question, “Shall this officer remain in this elected office for the balance of his or her elected term?” If greater than 50% of the votes cast are in favour, the officer MAY continue in the elected position for the balance of the current elected term.  

Otherwise, the officer SHALL be deemed to have resigned forthwith and the process described in 9.2.2.5.5 below SHALL be followed. 

9.2.2.5.5 Actions Following Resignation

In the event that a resignation is deemed to have occurred, an officer of the parent group SHALL duly note the officer’s resignation, notify the affected group, and start the nomination process for a new election.  The officers of the parent group SHALL ensure the affected group has interim leadership.  Where the resigning officer is the chair they SHALL seek to appoint an interim chair from the vice-chair(s); in the event there were no vice chairs, or the vice chairs are unable to serve, they SHALL appoint an interim chair.

9.2.3 Removal of Officers

A secret ballot shall be taken for the proposal to remove a chair or vice-chair because of a failure to effectively perform their duties, if requested by 30% of the members. 67% or more of the votes cast are required to recommend removal.

The parent group shall, subject to due diligence, remove a chair or vice-chair on the recommendation of the group.
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